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1«  Preface 

In  gathering  material  for  this  paper  it  became 
evident  tnat  it  would  be  Dased  mainly  on  opinion  and  inter- 
pretation rather  than  universally  accepted  facts.   i»ost  of 
the  material  was  gathered  in  informal  talks  with  members 
of  the  staff  of  the  Management  Engineer's  Office,  the  Comp- 
troller's Office  and  two  members  of  the  Industrial  Survey 
Board.   The  background  of  the  Management  Engineer's  Office 
was  gathered  both  by  asking  questions  and  reading  through 
old  files.   Many  of  the  old  notes  were  either  unsigned  or 
initialed  and  some  were  also  undated.   Part  of  the  material 
usea  In  the  development  of  the  Management  Engineer's  Concept 
I  gainea  while  a  student  in  1^46  in  the  Management  Engineer's 
Course  at  the  ttaval  Air  Station,  Alameda.   Finally,  this 
paper  represents  my  own  interpretation  of  ideas,  missions, 
charters,  etc.,  and  does  not  necessarily  represent  any  one 
person's  thinKing  in  any  of  the  three  offices  under  dis- 
cussion. 
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II.   Part  I 

The  concept  of  Management  Engineering  was  first  in- 
troduced to  the  Navy  by  the  late  Mr.  Fran*  Knox  when  he  be- 
c  ine  Secretary  of  the  Navy.   Mr.  Knox  had  had  successful 
business  relationships  with  a  well  known  Chicago  management 
consultant  firm  as  well  as  being  a  close  personal  friend  of 
the  head  of  the  firm.   Mr.  Knox  brought  Mr.  Eawin  Booz,  of  the 
firm  Booz,  Allen  and  Hamilton,  to  Washington  in  1^40  for  the 
purpose  of  assisting  and  advising  him  on  management  matters 
within  the  Department  of  the  ^avy. 

Mr.  Booz  brought  a  part  of  his  organization  with  him 
ana  began  a  series  of  surveys  and  studies  of  the  administrative 
procedures  at  the  Navy  Department  level.   The  result  of  these 
first  studies,  which  were  submitted  in  July  of  1^41,  was  the 
establishment  of  an  Office  of  Management  Engineer  as  a  part  of 
the  Administrative  Office. 

The  work  engaged  in  during  this  initial  period  met 
with  more  than  the  usual  amount  of  resistance , that  any  new  con- 
cept generates.   This  may  be  attributed  to  the  fact  that  the 
Management  Engineering  Office  was  staffed  entirely  by  Reserve 
Officers  who  had  recently  been  inducted  into  the  service  and 
who,  because  of  their  age,  were  admitted  in  relatively  junior 
rank.   Another  reason  for  lacK  of  coo  eration  and  acceptance  was 

the  fact  that  the  Office  was  organizationally  submerged 
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ap-roxiraately  three  levels  below  that  of  significant  executive 
responsibility.   As  a  result  of  the  above  difficulties,  the 
original  Management  Engineering  concept  gained  very  little 
headway  on  a  Navy  wide  basis.   However,  in  spite  of  this  ©arl^ 
lack  of  acceptance,  several  surveys  and  studies  were  made  and 
several  worthwhile  dollar  savings  as  well  as  reorganizations 
were  accomplished  based  on  reports  made  by  the  management  Engi- 
neers. 

In  January  of  1944  the  Office  of  the  Management  Engi- 
neer was  established  as  a  separate  office  reporting  directly  to 
the  Assistant  Secretary  of  the  ^avy.  Soot  promotions  were  also 
given  to  several  of  the  staff  members  in  order  that  their  offi- 
cial stature  be  commensurate  with  the  performance  required  of 
them. 

The  staff  of  the  Management  Engineering  Office  were 
almost  entirely  military  due  to  the  fact  that  civilians  with 
background  and  experience  in  management  engineering  were  actu- 
ally recruited  for  specific  duty  in  that  office.   During  the 
peak  year  of  1^45  there  were  89  persons  assigned  to  the  office. 

In  a  report  dated  December,  1^45,  to  the  Secretary  of 
the  Navy  by  the  Management  Engineer  just  prior  to  his  return  to 
inactive  auty,  it  was  Indicated  that  the  work  of  his  office  during 
the  five-year  period  preceding  was  largely  of  a  trouble- shooting 
nature,  brought  about  by  the  exigency  of  the  wartime  situation. 


A  letter  from  the  Management  Engineer  to  the  Assistant 
Secretary  for  Air,  dated  15  December  1^50. 
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It  must  be  noted,  however,  that  this  was  not  wholly  the  case. 
A  number  of  studies  of  a  more  far  reaching  nature  were  under- 
taken during  the  last  two  years  of  the  War,  resulting  In  organi- 
zational actions  of  a  permanent  nature.   Two  of  these  being  tht 
reorganization  of  tie  Naval  shipyards  and  a  reduction,  to  manual 
form,  of  the  organization  of  the  Department  of  the  Navy. 

At  the  close  of  the  war  the  Office  of  the  Management 
Engineer  lost  all  the  reserve  staff  members  and  in  January,  1^46, 
there  was  one  professional  and  two  clerks  on  the  staff. 

Both  the  Bureau  of  Aeronautics  and  the  Bureau  of  Sup- 
plies and  Accounts  had  benefited  from  studies  and  surveys  made 
by  the  Management  Engineers  during  the  war  and  were  interested 
in  a  continuation  of  the  concept  during  peacetime.  As  a  result, 
of  this  interest,  a  school,  sponsored  jointly,  was  established 
at  the  Naval  Air  Station,  Alameda,  California.   The  course  of  in- 
struction was  designed  to  take  twelve  weeks  and  such  subjects  as 
organization,  management,  time,  and  motion  study,  work  simplifi- 
cation and  flow  charts  were  taught  by  the  members  of  the  staff  of 
the  management  engineering  office  who  were  held  on  in  the  Navy 
for  ti.is  express  purpose.   The  course  as  laid  out  and  presented 
was  designed  to  worK  at  the  field  level.   The  first  class  was 
started  in  January,  1946,  and  the  second  class  began  in  March, 
la>46.   There  were  about  forty  officers  and  some  half  dozen  Navy 
Civilian  employees  in  each  class  sponsored  by  both  BuAir  and 


From  notes  made  by  Mr.  N.  Asbury,  dated  December,  1^50. 
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BuSanda.   Upon  completion,  the  officers  were  assigned  duties  in 
Overhaul  and  Repair  Departments  as  Management  Engineers  and  to 
various  supply  billets.   These  field  level  billets  are,  on  the 
whole,  still  active  today  and  are  responsible,  as  staff  perscr  nel, 
directly  to  the  Overhaul  and  Repair  Department  heads. 

Thus  in  January  of  1^46  the  Management  Engineering 
Concept  began  its  second  phase.   The  original  staff  members,  re- 
cruited from  civilian  life  with  a  background  in  management  con- 
sulting work,  were  all  out  of  the  Navy  except  for  the  few  who 
were  extended  to  present  the  Management  Engineering  Course  at 
Alameda.   Secretary  of  the  havy,  James  Forrestal,  assigned  Cdr. 
Norman  Asbury  to  head  up  the  Management  Engineer's  Office.  Cdr. 
Asbury  was  a  reserve  officer  who  had  been  associated  with  a  New 
York  consulting  firm  prior  to  the  war.   he  had  also  attended,  as 
a  student,  the  first  Management  Engineer fs  class  held  at  Alameda. 
He  was  charged  by  the  Secretary  with  two  immediate  responsibili- 
ties; 

a.  Develop  for  the  Secretary fs  consideration  and  adoption, 
a  concept  of  responsibility  which  would  set  the  pattern  for  the 
Office  of  the  Management  Engineer  in  the  future. 

b.  Upon  adoption  of  the  concept  by  the  Secretary,  to  pro- 
ceed expeditiously  with  staffing  the  Office  with  qualified  per- 
sonnel, whether  civilian  or  military. 

In  carrying  out  the  first  assignment,  Cdr.  Asbury  re- 
commended, and  Secretary. Forrestal  ap  roved,  and  adopted,  the 
concept  that  the  Office  follow  the  lines  more  frequently  found 
in  a  management  consulting  firm  and  would,  having  no  line 
authority,  advise,  assist,  and  make  recommendations  to  the 
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Secretary,  to  his  Civilian  Executive  Assistants  and  to  the  Chief 
of  Naval  Operations  on  matters  relating  to  the  broad  area  of 
business  administration,  Including  organization  and  staffing, 

©dr.  Asbury  ran  into  difficulty  staffing  his  office 
due  to  the  scarcity  of  eligible  military  personnel  with  the  ex- 
perience and  necessary  background  in  the  Management  Engineering 
field.   The  end  of  the  war  stopped  the  recruiting  of  civilian 
personnel  and  the  higher  income  from  civilian  sources  caused 
those  officers,  with  the  proper  background,  to  separate  as  soon 
as  possible. 

In  June  of  1^46,  with  the  approval  of  the  Secretary, 
it  was  decided  that  the  staff  of  the  Office  of  the  Management 
Engineer  would  revert  to  a  civilian  status.   It  was  not  intended 
that  the  civilian  status  of  the  Office  would,  however,  preclude 
the  assignment  of  military  personnel.   At  the  same  time  It  was 
decided  to  limit  the  size  of  the  staff  to  ten  professional 
ratings.   However  at  no  time  was  this  maximum  number  reached 
and  frequently  when  surveys  and  studies  were  underway  in  the 
field  the  actual  on-board-count  became  Car.  Asbury  hi  self .   In 
the  meantime  Cdr.  Asbury  also  reverted  to  h4-»  civilian  status 
but  remained  on  as  the  civilian  head  of  the  Office. 

During  the  wartime  phase  of  the  management  engineering 
concept  the  management  engineer  had  been  a  member  of  the  Secretary 
Top  Policy  Council,  serving  for  a  time  as  Its  Secretariat  and 
being  aware,  therefore,  of  all  major  considerations  involving  the 
administration,  direction  and  supervision  of  the  i^aval  Establish- 
ment.  This  was  continued  until  the  Department  of  Defense  came 
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into  being,   The  first  assignment  for  the  management  engineer 
during  the  second  phase  was  a  series  of  studies  of  the  Executive 
Office  of  the  Secretary.   Later,  at  the  request  of  the  Chief  of 
Naval  Operations  with  the  approval  of  the  Secretary,  a  similar 
study  was  made  of  OpNav.   It  was  the  intention  at  that  time  that 
each  of  these  studies  was  to  receive  consideration  by  the  Top 
Policy  Council,  and  action  taken  on  their  recommendations.   The 
change  of  Secretaries  at  about  this  time  interfered  with  the  ful- 
fillment of  this  intention  to  a  very  large  degree,  and  the  actioni 
taken  in  this  area  at  that  time  did  not  realize  the  full  potential 
of  their  value. 

As  there  was  a  relatively  rapid  change  of  Secretaries, 
both  for  the  Department  of  defense  and  the  "avy  Department,  it 
became  necessary  to  resell  the  concept  of  Management  Engineering 
with  each  ohange.   With  each  change  of  Secretaries,  there  was  a 
corresponding  change  in  the  Civilian  Executive  Assistants,   These 
changes  brought  about  occasional  clashes  of  personality  which 
again  resulted  in  a  diminished  use  of  the  available  potential  of 
the  Management  Engineer's  Office.   Mr.  Asbury  resigned  in 
December,  ly50,  to  go  with  a  private  business.   Since  that  time 
Captain  L.  D.  V.hitgrove  has  become  the  Management  Engineer  for 
the  Navy.   At  the  present  time  one  of  the  most  important  projects 
being  carriec.  out  is  the  introduction  of  a  Navy-wide  work  measure- 
ment program.   Many  individual  ana  local  work  measurement  pro- 
grams have  been  introduced  lntha  past  but  never  before  have  all 
the  pians  been  correlated  and  standardized  as  is  now  being  done. 
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A3  a  result  of  talking  individually  to  several  raem- 
bers  of  the  present  M  ->.nagement  Engineer  fs  Staff,  I  believe  the 
following  ideas  are  common  to  all  members: 

The  Management  Engineer's  task  is  to  provide  staff 
assistance  to  the  Secretary  and  his  Civilian  Assistants  in  the 
survey  of  the  broad  aspects  of  business  administration,  such  as 
organization,  staffing,  procedures,  and  the  utilization  of  per- 
sonnel, material,  and  facilities  and  to  provide  staff  assistance 
and  technical  guidance  to  the  bureaus  and  offices  in  their  solu- 
tion of  departmental  and  field  management  problems  in  the  above 
areas. 

The  staff  members  also  feel  the  Office  of  the  Manage- 
ment Engineer  should  report  directly  to  either  the  Secretary  or 
one  of  Lis  Civilian  Assistants.   That  to  be  completely  effective, 
the  Office  must  be  in  a  position,  organization-wise,  to  be  ob- 
jective about  any  of  the  offices  and  bureaus  in  the  havy. 
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III.   Part  II 

The  present  day  Comptroller  concept  came  into  being 
as  a  result  of  testimony  taken  at  hearings  held  by  Congressional 
committees  wording  on  r-ecommendations  of  fcha  hoover  Commission. 
Reports,   Mr.  V;.  J.  McN%il  (then  Director  of  the  Navy  Budget; 
and  others  recommended  a  reorganization  of  the  budgetary  pro  - 
cess.   Mr.  McNeil  was  asked  to  help  prepare  proposed  legislation 
for  the  committee's  use.   This  was  done  and  resulted  in  the 
addition  of  Section  4  to  Public  Law  216,  approved  10  August  1^4 J. 
This  law  amended  the  National  Security  Act  of  1^47  and  also  es- 
tablished a  Comptroller  in  the  Department  of  Defense  and  in  each 
of  the  Military  Departments.   Thus  on  June  1,  1950,  Secretary 
Mathews  designated  the  Assistant  Sec  etary  of  the  Navy  for  Air 
as  the  Comptroller  ci  the  Department  of  the  Navy.   At  the  present 
time  i'r.  John  F.  Ploberg,  Comptroller  of  the  Department  of  the 
Navy,  is  assisted  by  two  Rear  Admirals  plus  ap  roximately  two 
hundred  and  seventeen  military,  professional  and  clerical  em- 
ployees. 

Public  Law  216,  appro vea  10  August  1349,  states  in 
part:   "Sec.  402.  (b)   There  is  hereby  established  in  eacx  of 
the  three  military  departments  a  Comptroller  of  the  Army,  a 
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Figures  taken  from  December,  1968,  telephone  roster 
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Compt roller  of  the  nir  Force,  A  Comptroller  of  the  Nagy,  as  ap- 
propriate In  the  department  concerned.  Ti  ere  shall,  in  each 
military  department,  also  be  a  Deputy  Comptroller,   Subject  to 
the  authority  of  the  respective  departmental  secretaries,  the 
comptroller  of  the  military  departments  shall  be  responsible 
for  all  budgeting,  accounting,  progress  and  statistical  report- 
ing, and  interna.!-  audit  in  their  respective  departments  and  for 
the  administrative  organization  structure  and  management  pro- 
cedures relating  thereto.  ..." 

An  organization  chart  in  the  "united  States  Navy",  ^ 
page  IB,  ahowa  the  Office  of  the  Comptroller  aa  having  two  main 
line  functions  heaaea  by,  (1;  Assistant  Gomptroj-ier,  Director 
of  budget  and  Reports,  and  (2)   Assistant  Comptroller,  Account!) 
Audit  and  Finance.   As  can  be  seen  b;  this  chart,  the  two  func- 
tions, requiring  the  bulk  of  the  Office  of  Comptroller  manpower, 
are  budgeting  and  accounting.   While  trere  m«;/  be  some  duplica- 
tion of  the  function  of  accounting  between  the  Office  of  the 
Comptroller  and  the  Bureau  of  Supplies  and  Accounts,  it  has  not 
been  looked  into  by  the  author  and  will  not  be  discus sea  in  this 
paper.   The  function  of  budgeting  is  peculiar  to  the  Comptroller 
and  it  is  doubtful  that  there  is  duplication  of  effort  elsewhere 
in  the  Navy  structure. 

Parts  of  NAVCOMPINST  5460.1  aateo.  :  6  August  1958  titled 
"Charter  of  the  Comptroller  of  the  Navy"  will  now  be  quoted  in 
order  to  point  out  some  possible  areas  for  duplication  of  func- 
tions botiwoon  Comptroller  of  the  Navy,  -he  Management  Engineer 

"The  United  Statea  Navy,"  October,  1962,  NAVEXOS  P-435  (Rev. 
10-52 J,  U.  S.  Government  Printing  Office,  Washington  25,  D.  C. 
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and  the  Inspector  General  of  the  Navy. 

"XX*      Duties  and  Responsibilities  of  the  Comptroller  of 
the  Navy.   The  mission  of  tne  Comptroller,  under  the 
autnority  of  the  Secretary  of  the  ftavy,  Is  to  formulate 
principles  and  policies  and  to  prescribe  procedures  in 
the  areas  of  budget,  fiscal,  accounting,  audit,  progress, 
and  statistical  reporting  throughout  the  Department  of 
the  Nav>  to  the  end  that  their  use  will  result  in  meeting 
the  operating  ana  planning  requirements  of  management  with 
efficiency  and  economy.   In  general,  the  Comptroller  will 
function  in  a  3taff  capacity,  except  in  specific  cases 
when  o aerations  are  required  in  the  discharge  ofhis  statu- 
tory responsibilities,  or-  by  specific  directive  of  higher 
authority. 

V.  The  Assistant  Comptroller,  Director  of  Budgets  and 
Reports,  will: 

(m)  Apply  standards  of  budgetary  control  based  upon  cost 
accounting,  fiscal  accounting,  work  measurement,  and  other 
managerial  reporting  systems  as  appropriate, 

VI.  The  Assistant  Comptroller,  Accounting,  Audit  and 
Fiscal,  will: 

(1)  Coordinate  with  the  Naval  Inspector  General,  to  the 
fullest  extent  feasible,  audits  and  examination  of  field 
activities." 

The  Naval  Inspector  General  has  on  his  staff  the  Industrial 
Survey  Division,  charged  with  reviewing  the  effectiveness  and 
efficiency  of  the  industrial  shore  establishment.   The  original 
concept  of  this  organization  was  to  provide  the  Secretary  with 
such  review  in  order  to  assure  that  business  administration 
within  the  shore  establishment  was  given  constant  consideration, 
both  by  the  Secretary  himself  and  by  the  Chiefs  of  the  Bureaus 
responsible  for  management  control  over  the  industrial  activi- 
ties.  Prior  to  the  decision  to  transfer  the  Industrial  Survey 
Division  from  the  Executive  Office  of  the  Secretary  to  the  haval 
Inspector  General,  the  problem  was  one  of  too  many  uncoordinated 
Inspections  generatea  from  various  authoritative  levels  rather 
than  its  presence  as  a  direct  Instrument  ox  the  Secretary  for 
management  improvement  purposes,   however,  since  the  change, 
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the  use  and  Importance  of  the  Industrial  Survey  Division  has  in 
no  way  been  diminished.   The  Under  Secretary  receives,  considers, 
and  provides  the  necessary  authority  for  action  on  the  recommen- 
dations  generated  in  the       lariner  aa  before.   It  is  to  be 
further  noteu  t  at  whereas  the  Inspector  General  originally  was 
an  immediate  ar.n  of  the  Chief  of  Naval  Operations,  he  Is  today 
jointly  charged  with  responsibility  to  the  Secretary. 

From  page  22  of  the  "Organization  i/ianual  of  the  Depart- 
ment of  the  Navy"  comes  the  function  of  the  Naval  Inspector 
General : 

"When  directed  by  the  Chief  of  Naval  Operations  or  the 
Secretary  of  the  Navy,  the  Naval  Inspector  General  In- 
quires into  and  reports  upon  any  matter  affecting  the 
discipline  or  military  efficiency  of  the  Naval  Estab- 
lishment in  accordance  with  current  directives;  reports 
on  compliance  with,  and  effectiveness  of  current  di- 
rectives; ...  proposes  programs  of  inspections  and 
recommends  additional  inspections  and  investigations  as 
appear  appropriate."  "*• 

From  page  27  of  the  same  Organisation  Manual  dated  1  April  1952 
comes  this  statement  of  the  mission  of  the  Ofi'ice  of  the  Manage- 
ment Engineer. 

"This  office,  under  the  direction  of  the  Management  Engineer, 
acts  as  consultant  -and   adviser  to  all  of  the  Civilian  Ex- 
ecutive Assistants  and  their  staffs  on  problems  of  business 
administration,  involving  the  development  and  maintenance 
of  efficiency  and  economy  In  the  operation  of  the  Naval 
Establishment.   It  reviews,  plans,  coordinates,  integrates 
:nd  evaluates  management  programs  within  the  Navy  Depart- 
ment and  the  Shore  Establishment,  wit.1   ^articular  regard 
to  matters  of  organization,  staffing,  administration  pro- 
cedures and  the  utilization  of  personnel,  materials  and 
facilities,   toany  of  these  review  functions  are  performed 
in  conjunction  with  those  undertaken  and  conducted  by  the 
Navai  Inspector  General,  particularly  as  they  relate  to  the 
Shore  Establishment."'^ 


Organization  i.anua  1  of  the  Department  of  the  Navy , 
Fourth  Edition,  NAVEXOS  P-661A,  1  April  1^52,  p.  22. 

8         Ibid.,  p.  27 
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As  can  be  3een  from  the  examination  of  the  missions  of  these 
three  offices,  the  function  of  assuring  continuing  effective- 
ness and  progressive  improvement  of  management  in  the  Depart- 
ment of  the  Navy  is  common  to  all  three.   But  with  this  common 
function,  the  procedure  for  me^t-Lng  the  end  objective  of 

better  and  more  efficient  utilization  of  the  money,  men  and 
materials  is  different  in  the  three  offices.   The  Management 
Engineer  still  works  with  a  small  professional  staff  directly 
for  the  Under-Secretary,   his  programs  are  generally  non-re- 
pelitive  ana  can  be  compared  to  the  family  doctor  in  that  he 
is  generally  called  in  after  the  patient  becomes  ill.   One  of 
his  major  programs  at  this  time  is  the  introduction  of  a  Navy- 
wide  work  measurement  program.   If  and  when  ti is  gets  universal 
adoption,  the  Comptroller  will  use  the  results  in  preparing  and 
presenting  the  budget  and  the  Inspector  General  will  U3e  it  as 
a  yardstick  in  his  surveys  of  shore  establishments.   The  Comp- 
troller, while  also  responsible  for  efficient  utilization  of 
resources,  exponas  most  of  his  available  manpower  in  preparing 
and  presenting  the  budget  and  supervising  the  accounting 
function. 

While  I  feel  that  there  is  a  direct  ou plication  of 
functions  as  described  in  the  missions  quoted  above,  I  have  seen 
no  evidence  of  duplication  of  programs  or  work  during  my  ehort 
investigation. 

In  an  organization  the  size  of  the  Navy,  the  function 
of  control,  as  carrier  out  by  the  Secretary,  can  be  exercised 
only  through  the  formulation  of  policy  inasmuch  as  the  actual 
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management  Is  much  too  complicated  arid  time  consuming  for  any 
one  man  to  accon.>iish#   Thus  as  authority  to  manage  is  dele- 
ted, his  Knowledge  of  ti  e  proper  interpretation  of  his 
policy  depends  on  reports  generate   at  lower  levels  and  passed 
up  the  line  for  his  review.   In  order  to  be  sure  that  these 
reports  are  not  biased  it  becomes  necessary  that  he  have  an 
agency  or  agencies  that  have  tx.e  power,  so  to  speak,  to  look 
down  the  throat  of  any  office  or  bureau.   I  feel  therefore 
that  the  present  location  of  the  Management  Engineer's  Office 
in  the  Navy  Organization  is  correct  inasmuch  as  the?  report 
directly  to  the  Under  Secretary.   If  they  were  to  be  subordinated 
to  any  other  office  they  would  lose  the  power  of  review  for 
that  particular  office.   The  Inspector  General  also  reports 
directly  to  the  Secretary  as  well  as  to  the  Chief  of  Naval  Op- 
erations,  however  the  Board  of  Industrial  Survey  generally 
reports  only  to  the  Secretary.   The  Naval  Establishment  Is  so 
large  and  complex  that  these  functions  of  review  and  survey  may 
well  require  an  even  greater  sbaff  at  the  Secretary  level  in 
order  to  assure  the  progressive  Improvements  in  management 
necessary  for  the  efficient  utilization  of  Mr,  Taxpayer's  dollar. 
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